Organisational changes are now recognised as a specific project type that can benefit from the application of project management skills, tools and techniques. Associated with this trend is evidence of a degree of rivalry in the marketplace between Project Managers and Change Managers concerning who should be managing business change. And these are not the only contenders. Corporate executives and senior managers, although they may engage the assistance of both Project Managers and Change Managers, generally see themselves as taking the leading roles in managing major organisational changes and transformations. As such endeavours are most likely to take the form of programs, comprising multiple projects across the organisation, Program Managers are seen by some as being most likely to be responsible for managing organisational change initiatives. This paper reports on research undertaken to explore the differences in approach and practice of Project, Program and Change Managers as a basis for determining the competencies required to effectively manage change initiatives.
Introduction
In the project management field, organisational changes have become recognised as a distinct type of project or program (Partington, 1996) that has generated a growing research interest (Levene and Braganza, 1996; Crawford et al. 2003; Pellegrinelli, 1997; Leybourne, 2006; Bresnen, 2006; Lehtonen and Martinsuo, 2008; Nieminen and Lehtonen, 2008) . In the field of change management, organisational change initiatives are often described as projects or programs and reference is made to use of project management skills, tools and techniques (Dover, 2003; Leybourne, 2006; Biedenbach and Söderholm, 2008; Oswick and Robertson, 2009 ).
In the marketplace, there is evidence of a degree of rivalry between Project Managers and Change Managers concerning who should be managing business change. And these are not the only contenders. Corporate executives and senior managers, are generally the change owners, and although they may engage the assistance of both Project Managers and Change Managers, generally see themselves as taking the leading roles in major organisational changes and transformations. As such endeavours are most likely to take the form of programs, comprising multiple projects across the organisation, Program Managers are seen by some as being most likely to be responsible for managing organisational change initiatives (Pellegrinelli et al. 2007 ).
There is a popular view in the project management community that Project Managers are managers of change or change agents (Turner et al., 1996) , but others (Partington et al. 2005) consider that projects or programs that require significant amounts of behavioural and organisational change, particularly those that might be characterised as involving 2 nd order change (Levy & Merry, 1986; Gareis, 2009) projects. They need to learn skills and capabilities beyond those required to manage a typical project in order to drive change.
In practice the role of the Change Manager has emerged from a different disciplinary background to that of Project Managers. Project management can be seen as having its origins in engineering with a focus on planning and control while organisational change as a discipline has grown from the Organisational Development field (Vaill, 1989 ) and places significant emphasis on the behavioral aspects of managing change.
This leads to the recognition that there are two distinct bodies of knowledge underpinning the practices of the Project Manager and the Change Manager. The project management body of knowledge is well defined in standards and guides produced by the project management professional associations. The field of organisational change and development is less well served in terms of professional and representative bodies (Hughes, 2007, p. 47) and practice standards but arguably much richer in terms of theoretical foundations. Consideration of both fields suggests that Change Managers coming from organisational development backgrounds may lack the technical and administrative discipline of project management, while Project Management qualifications offered by the professional associations and even the majority of academic institutions do not require Project Managers to demonstrate practice or underpinning knowledge in organisational development or behavioural aspects of change (Pellegrinelli, 2002) . There is certainly evidence that poor management of human factors is associated with failure of organizational change projects (Buchanan and Boddy, 1992; Todnem, 2005; Luo et al. 2006; Maguire and Redman, 2007) .
The role and professional background of the person best suited to manage change is a topic of often-impassioned debate in the literature and in practice. There are many who believe that this role should be performed by the Project or Program Manager (Obeng, 1994; Turner et al., 1996; Pellegrinelli, 1997; Kliem et al., 1997) . Other authors believe that the person managing change should come from a background which is less technical or project-based and more focused on behavioral science such as human resources, organizational development, and/or psychology (Kanter et al., 1992; Connor and Lake, 1994; French and Bell, 1999; Cummings and Worley, 2001 (Smid et al. 2006) , organisational development consultants (French and Bell, 1999; Caluwé and Vermaak, 2003) , as well as an "external consultant or internal project leader" (Jarrett, 2004, p.246; Jarrett, 2004) . Although the use of projects to implement change (Biedenbach and Söderholm, 2008) and the need for project management skills (Nikolaou et al. 2007) Table 1 .
Case Studies
Three case studies of organizational change projects were studied in three different organizations. Both organizations and change projects were carefully chosen to provide as much control as possible over variation. The three organizations were of similar size but in three different industry sectors:
1. A large telecommunications company with 9,000 employees 2. A financial institution with 12,000 employees (before a merger, under which grew it to 30,000) 3. A public university with 10,000 employees
To have as much control as possible over the type of change project, its influence and its measurability, the change projects were also chosen based on a set of criteria:
 Type of change: All change projects are an implementation of an organizationwide IT system. These are the most common changes found in organizations today. All change projects may be considered 1 st order changes as the overall identities of the parent organizations were not changed.
 Number of influenced staff: Each organizational change has been implemented for a minimum of 1,000 people and a maximum of 3,000 people within the organization.
 Project expenditure: cost for implementing each of these major technological implementations ranges from $5 million up to $20 million.
For all projects, the change had already taken place, the project or program had been completed, and the results of the change had been measured or could be estimated when the study was conducted. The change initiates were chosen on the basis that there was successful implementation as perceived by the sponsor. A critical factor in choice was that one was managed by a Change Manager, one by a Project Manager, Figure 1 ).
In practice, it was not possible to differentiate roles of Project and Program Manager as in these case studies the terms project and program were used interchangeably throughout the interviews. The term project was most commonly used. This is indicative of the pervasiveness of the term project, the less mature recognition and understanding of program and the questionable perception of program management roles as a progression from Project Manager in career terms as identified by Pellegrinelli et al.(2007) . The key contact in each organisation was the project sponsor, who identified and invited participants. Interviewees were told that the research study would investigate both the Project / Program Manager and the Change Managers roles. Semi-structured interviews were conducted, transcribed and then analyzed using grounded theory techniques (Strauss, 1998) 
Discussion
From the literature, competencies expected of Project, Program and Change Managers were found to have similarities, although there were some differences as identified in Table 1 . In the case studies, however, greater differences were found between what Project / Program Managers and Change Managers actually do. The focus here is on change related activities (See Table 2 ). As noted above, it was not possible in the case studies to differentiate between Project and Program Managers as the interviewees used the terms interchangeably. Reflection on the findings of this study were distilled to produce a matrix to assist managers and practitioners in making decisions concerning the competencies required and the resourcing and management of change initiatives.
Guide for deciding on change project management structure project-managed implementation of strategic change in the UK financial services sector, provide some confidence that change initiatives will generally benefit from some form of project management.
A guide for Project / Program and change management competencies and activities
In this study both literature and empirical research were utilized to provide a guide to the competencies required and activities to be undertaken by a Project / Program
Manager and Change Managers to successfully implement change on change projects. Table 3 below summarises the change management competencies that were found in literature across the roles of the Project / Program Manager and the Change Manager.
These competencies, according to literature, are those needed by Project / Program and Change Managers to implement change successfully as part of a change project. Table 3 presents the change management activities that were undertaken by the Change Managers on the case study change projects. These findings are consistent with guidance from the change management literature.
In summary, in order for an individual, whether Project / Program or Change Manager, to successfully implement change into organizations, he or she should possess all the competencies listed in Table 2 common across the roles and summarised in column one of Table 3 below. They must also be able to perform, or ensure performance of the activities listed in column two of The study highlights the need for professional formation for Change Manager roles which have significant application in practice, but have been subjected to little scrutiny in terms of research. To date, there are few or no industry bodies representing change management roles, there are few academic courses designed to cater specifically for such roles and there is no agreed governance for how the roles might be executed or "how ethically regulated change management practice might develop" (Hughes, 2007, p. 47) . The growing popularity of the Change Manager role suggests a need for professionalization.
In a practical sense, as a result of this study, a set of change management 
